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Editor’s Note / Mark A. Huselid 


Promise and Peril in Implementing Pay-for-Performance / 
Michael Beer and Mark D. Cannon 


3 


Why would managers abandon pay-for-performance plans they initiated with great hopes? Why would 
employees celebrate this decision? This article explores why managers made their decisions in 12 of 
13 pay-for-performance “experiments” at Hewlett-Packard in the mid-1990s. We find that managers 
thought the costs of these programs to be higher than the benefits. Alternative managerial practices * a 
| such as effective leadership, clear objectives, coaching, or training were thought a better investment. 
Despite the undisputed instrumentality of pay-for-performance to motivate, little attention has been 
given to whether the benefits outweigh the costs or the “fit” of these programs with high-commitment 
cultures like Hewlett-Packard was at the time. 
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Commentary by Patrick R. Dailey 
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Commentary by Barry Gerhart 


Promise and Peril in Infplementing Pay-for-Performance / 
Commentary by Herbeyt G. Heneman III 33 
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Commentary by Thomas Kochan 35 
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Commentary by Gerald E. Ledford Jr. 39 
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Commentary by Edwin A. Locke 


Response to Comments: Promise and Peril in 
Implementing Pay-for-Performance / Michael Beer 
and Mark D. Cannon 45 
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The Making of Twenty-First-Century HR: An Analysis of the 
Convergence of HRM, HRD, and OD / Wendy E. A. Ruona 
and Sharon K. Gibson 49 


Twenty-first century HR is emerging to uniquely combine activities and processes of human 
resource management (HRM), human resource development (HRD), and organization devel- 
opment (OD)—three fields that “grew up” distinct from each other. Contributing strategically 
to organizations demands that HRM, HRD, and OD coordinate, partner, and think innovatively 
about fiow they relate and how what they do impacts people and organizations. An analysis of 
the evolutions of these fields helps to explain why the distinctions between them continue to 
blur and how the similarities among them provide the necessary synergy for HR to be a truly 
valued organizational partner. 


The Impact of Organizational Climate and Strategic Fit on Firm 
Performance / Richard M. Burton, Jorgen Lauridsen, and Borge 
Obel 67 


A firm’s organizational climate—its degree of trust, morale, conflict, rewards equity, leader 
credibility, resistance to change, and scapegoating—helps determine its success. Likewise, 
organizational strategy—the firm’s commitment to capital investment, innovation, quality, and 
the like—has also been found to be an important determinant of firm performance. However, 
prior work has most often explored the impact of climate and strategy separately, and not in 
tandem. In our study, we develop a measure of organizational climate comprised of tension, 
resistance to change, and conflict, and go on to show that at least for some pairings of a 
firm’s climate and its strategy, there is a negative effect on return on assets (ROA). 


Using the Job Demands-Resources Model To Predict Burnout 
and Performance / Arnold B. Bakker, Evangelia Demerouti, and 
Willem Verbeke 83 


The job demands-resources (JD-R) model was used to examine the relationship between job 
characteristics, burnout, and (other-ratings of) performance (5 146). We hypothesized that 
job demands (e.g., work pressure and emotional demands) would be the most important 
antecedents of the exhaustion component of burnout, which, in turn, would predict in-role 
performance (hypothesis 1). In contrast, job resources (e.g., autonomy and social support) 
were hypothesized to be the most important predictors of extra-role performance, through 
their relationship with the disengagement component of burnout (hypothesis 2). In addition, 
we predicted that job resources would buffer the relationship between job demands and 
exhaustion (hypothesis 3), and that exhaustion would be positively related to disengagement 
(hypothesis 4). The results of structural equation modeling analyses provided strong support 
for hypotheses 1, 2, and 4, but rejected hypothesis 3. These findings support the JD-R 
model's claim that job demands and job resources initiate two psychological processes, 
which eventually affect organizational outcomes. 


Book Review Editor's Note / Arup Varma 


Book Reviews: 


Strategic Human Resource Management: A General Managerial 
Approach. Charles R. Greer. Prentice Hall, 2003, 348 pages. 
Reviewed by Soo Min Toh 107 


Beyond the Bottom Line: The Search for Dignity at Work. 
Paula Rayman. Palgrave, 2001, 220 pages. Reviewed by Hyeon 
Jeong Park 111 
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Why the Bottom Line Isn’t!: How to Build Value Through People and 
Organization. Dave Ulrich and Norm Smallwood. John Wiley and 
Sons, 2003, 304 pages. Reviewed by Tom Fahy 115 


Issue 2 & 3, Summer/Fall 2004 


Special Issue on e-HR: The Intersection of Information 
Technology and Human Resource Management 
Guest Editors: Jeffrey M. Stanton and Michael D. Coovert 


Editor’s Note / Mark A. Huselid 


Guest Editors’ Note / Jeffrey M. Stanton and 
Michael D. Coovert 


Perceived Fairness of Web-Based Applicant Screening 

Procedures: Weighing the Rules of Justice and the Role of 

Individual Differences / Brian R. Dineen, Raymond A. Noe, 

and Chongwei Wang 127 


Four previously established characteristics of procedural justice (consistency, opportunity to perform, 
reconsideration opportunity, and feedback timeliness) and one additional characteristic (automated 
versus human decision agent) were manipulated in a policy-capturing design to examine their relative 
importance in predicting fairness perceptions in a Web-based applicant-screening context. Results 
showed that all five justice characteristics influenced fairness perceptions and that a hierarchy of 
importance among the characteristics existed, with consistency weighted most heavily, follewed by 
opportunity to perform. Gender, conscientiousness, and job application experience moderated the 
effects of several of these characteristics in predicting fairness perceptions. Implications and future 
research directions are discussed. 


Optimizing E-Learning: Research-Based Guidelines for 
Learner-Controlled Training / Renée E. DeRouin, Barbara 
A. Fritzsche, and Eduardo Salas 147 


The widespread availability of the Internet has revolutionized the way organizations train their work- 
forces. With e-learning methods, learning can take place on demand, and trainees can be given 
greater control over their learning than ever before. This increased control has the potential to 
improve training effectiveness. However, the failure of many e-learning programs suggests that 
organizations would benefit from a set of research-based principles on providing learner control in e- 
learning. In this article, we offer guidelines for preparing trainees for learner-led instruction, the 
design of learner-controlled training, and the creation of workplace conditions that facilitate success- 
ful learner-led training. 
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Preparing the HR Profession for Technology and 
Information Work / Paul S. Hempel 163 


Technology and human resource management have broad influences upon each other. 
Technology not only changes the administration of human resources (HR), which is the 
domain of e-HR, but also changes organizations and work. HR professionals must be able 
to adopt technologies that allow the reengineering of the HR function, be prepared to sup- 
port organizational and work-design changes enabled by technology, and be able to sup- 
port the proper managerial climate for innovative and knowledge-based organizations. An 
examination of HR professional degree programs shows that traditional HR education has 
poorly prepared the HR profession for these challenges. To address this shortfall, HR edu- 
cation must be revised to provide a greater focus on technological issues, and HR educa- 
tors must acquire the skills needed to teach these courses. 


Technology-Assisted Supplemental Work: Construct 
Definition and a Research Framework / Grant H. Fenner 
and Robert W. Renn 179 


Extending the workday to the home into the night and weekends is nothing new; however, 
the wide array of technological tools that facilitate an anytime-anywhere connectedness of 
employees to their employers is a recent phenomenon. Technology-assisted supplemental 
work (TASW) is the practice of lengthening working time by remaining connected to work, 
coworkers, supervisors, and other organizational stakeholders from home via advanced 
digital information technology (i.e., personal and handheld computers, cellular phones, or 
pagers). Although previous research offers insight into some aspects of this work form 
(Venkatesh & Vitalari, 1992), we present a new broader theoretical framework that 
explains how organizational climate and employee characteristics promote the perfor- 
mance of TASW, and how both perceived usefulness of technology and satisfaction with 
adopted technology affect the strength of these relationships. We also explain the linkages 
among TASW and job performance, career success, and work-to-family conflict and incor- 
porate media richness and time and boundary management as moderators of these rela- 
tionships. We present propositions, offer a general research strategy, and discuss the 
framework’s theoretical and managerial implications. 


Form, Content, and Function: An Evaluative Methodology 
for Corporate Employment Web Sites / Richard T. Cober, 
Douglas J. Brown, and Paul E. Levy 201 


The current article reports the findings from two qualitative analyses of organizational Web 
sites drawn from two years of Fortune’s list of “Best Companies to Work For.” The results 
of these analyses provide a snapshot of online employment recruitment practices at two 
periods in time and supplied data for a classification procedure used to develop an evalua- 
tive methodology for assessing the impact of Web sites on job-seeker perceptions. The 
subsequent analysis provides insight about how the form, content, and function of 
employment Web sites affect job-seeker employment-pursuit decisions. Trends identified 
in this research also provide guidance for future research and practice in the area of 
employment Web-site strategy and design. 


Trust and Leadership in Virtual Teamwork: A Media 
Naturalness Perspective / Darleen M. DeRosa, Donald A. 
Hantula, Ned Kock, and John D'Arcy 219 


Paradoxically, virtual teams are ubiquitous and often successful, contrary to most current com- 
munication theories’ predictions. Media naturalness theory (Kock, 2001), an evolutionary per- 
spective on communication and its principles of media naturalness, innate schema similarity, and 
learned schema diversity can be used to understand, study, and manage successful virtual team- 
work. In particular, potential problems of trust and leadership in virtual teams are shown to be 
amenable to solutions rooted explicitly in an evolutionary context. From a media naturalness per- 
spective, geographic distance and technological complexity are secondary to processes of adap- 
tation, as humans remain the most complex and flexible part of the communication system. 


The Use of an Automated Employment Recruiting and 
Screening System for Temporary Professional Employees: 

A Case Study / Patrick Buckley, Kathleen Minette, Dennis 

Joy, and Jeff Michaels 233 


Many human resource systems are presently being modified so they can be administered using 
various forms of computer technology. These technological advances are being driven primari- 
ly by strong demands from human resource professionals for enhancements in speed, effec- 
tiveness, and cost containment. This case study presents results obtained by an educational 
publisher from use of an automated recruiting and screening system. The system allowed for 
recruiting and the automated administration of professionally developed, job-related questions 
aimed at deciphering whether an applicant meets the job requirements. The analyses showed 
conservative savings due to reduced employee turnover, reduced staffing costs, and increased 
hiring-process efficiencies. These cumulative savings yielded a return on investment of 6.0 to 
1, or a return of $6 for every $1 invested in the program. When these savings were adjusted to 
reflect increased hiring trends, more pronounced savings were evident. The current system, 
coupled with the addition of planned enhancements, could increase future hiring efficiency, 
employee quality, and resulting financial savings. 


Beyond User Acceptance: An Examination of Employee 
Reactions to Information Technology Systems / 
Sandra L. Fisher and Ann W. Howell 243 


With failure rates of new information technology (IT) systems approaching 50% by some esti- 
mates, it is critical to understand more about the processes contributing to success and failure of 
these initiatives. Research in the IT field focuses on system usage as the primary outcome of 
interest. This article suggests that system designers and organizational researchers must also 
consider unintended reactions of users to such systems. We develop a process model based on 
theories related to organizational sensemaking and socialization to help understand employee 
reactions to IT systems. Recommendations for future research and system design are provided. 


Work-Nonwork Conflict and Job Stress among Virtual 
Workers / Sumita Raghuram and Batia Wiesenfeld 259 


A primary objective of organizational virtual work programs (e.g., providing the option to 
employees to work from home) is the reduction of employees’ work-nonwork conflict and job 
stress. In this study, we find some preliminary evidence suggesting that virtual work is nega- 
tively related to work-nonwork conflict and job stress. We identify the work factors (clarity of 
appraisal criteria, interpersonal trust, and organizational connectedness) and individual factors 
(self-efficacy and ability to structure the workday) associated with work-nonwork conflict and 
find that these associations are moderated by the extent of virtual work. 
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Book Review Editor’s Note / Arup Varma 
Book Reviews: 


Employment Equity and Affirmative Action: An International 
Comparison. Harish C. Jain, Peter J. Sloane, and Frank M. 
Horwitz. M. E. Sharpe, 2003, 229 pages. Reviewed by Patricia 
A. Simpson. 281 


Human Resource Management in Developing Countries. Pawan 
S. Budhwar and Yaw A. Debrah (Eds.). Routledge, 2001, 384 
pages. Reviewed by E. S. Srinivas. 285 


Strategic Reward Management: Design, Implementation, and 
Evaluation. Robert L. Heneman. Information Age Publishers, 
2002, 520 pages. Reviewed by Shaun Pichler. 289 
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Special Issue: The Contributions of Psychological Research 
to Human Resource Management 
Guest Editor: Jack E. Edwards 


Editor’s Note / Mark A. Huselid 


Kochan, Bezrukova, Ely, Jackson, Joshi, Jehn, Leonard, Levine, 
& Thomas Awarded Fifth Annual Ulrich & Lake Award for 
Excellence in HRM Scholarship 297 


Closing Science-Practice Knowledge Gaps: Contributions of 
Psychological Research to Human Resource Management / 
Michael J. Burke, Fritz Drasgow, and Jack E. Edwards 299 


Evidence of science-practice knowledge gaps among managers (Rynes, Colbert & Brown, 2002), 
coupled with major changes occurring in the workplace over the last 10 years, suggest the need 
for human resources practitioners to become as current as possible on how research findings can 
assist in improving the management of HR. Nine articles in this special issue provide rich informa- 
tion for understanding the contributions of psychological theories and research findings to HR 
management and, consequently, for closing science-practice knowledge gaps. More specifically, 
the articles bring together pairs of scientists and practitioners to address science-practice knowl- 
edge gaps in the areas of recruiting and selecting workers, managing performance, training and 
developing individuals, managing groups and teams, compensating employees, leading others, 
assessing employee attitudes, managing diversity, and managing downsizing. We hope these arti- 
Cles will stimulate and promote a broader perspective concerning the relevance and value of psy- 
chological research for improving HR practices and organizational functioning. 
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Attracting and Selecting: What Psychological Research 
Tells Us / Ann Marie Ryan and Nancy T. Tippins 305 


HR practitioners often have misperceptions regarding research findings in the area of employee 
selection. This article reviews research on what selection tools work, what recruitment strategies 
work, how selection-tool use relates to workforce diversity, and what staffing and recruiting 
processes lead to positive applicant perceptions. Knowledge and implementation gaps in these 
areas are discussed, and key research findings are presented. 


Performance Management and Assessment: Methods for 
Improved Rater Accuracy and Employee Goal Setting / 
Manuel London, Edward M. Mone, and John C. Scott 319 


This article examines the gaps between research and practice in the areas of rater accuracy and 
goal setting. Prior research has shown that human resource managers may incorrectly believe 
that training raters to recognize errors will increase rater accuracy and that employee participa- 
tion in goal setting is more effective than assigning goals. Theory-based research suggests ways 
to help raters recognize expected performance and enable employees to self-regulate their pursuit 
of goals. We describe applications of these findings to performance management programs and 
suggest methods for evaluating their effectiveness once implemented. 


Collaborative Planning for Training Impact / Kurt Kraiger, Daniel 
McLinden, and Wendy J. Casper 337 


Training and development continues to be a valued component in the modern management of 
human resources. Emerging research shows that investments in human capital, including training, 
are positively related to organizational performance. However, training professionals still express 
frustration at not being “at the table.” In this article, we review recent models and research on 
training from industrial/organizational psychology and provide new paradigms for planning evalua- 
tion and aligning training with business goals. Based on this evidence and personal experience, we 
offer four guidelines to aid training professionals in planning and evaluating training that demon- 
strates stronger linkages between training success and organizational performance. 


Bridging the Gap between I/O Research and HR Practice: 
Improving Team Composition, Team Training, and Team 

Task Design / John R. Hollenbeck, D. Scott DeRue, and 

Rick Guzzo 353 


This article identifies a series of critical gaps between the scientific body of knowledge on team 
functioning and actual HR practice regarding teams. These gaps span across the areas of team 
composition, training, and task design. The article then discusses specific theoretical and method- 
ological advancements from recent team research that address each knowledge gap. In other 
words, what does the scientific literature suggest about team composition, training, and task 
design, and how dees the scientific knowledge compare to actual HR practice? The applied impli- 
cations and implementation issues associated with each of these knowledge gaps are also dis- 
cussed, using the scientific literature as a foundation for developing specific recommendations. 
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Leader Visioning and Adaptability: Bridging the Gap 
between Research and Practice on Developing the Ability To 
Manage Change / Stephen J. Zaccaro and Deanna Banks 367 


The construction of organizational vision and the ability to manage the change engendered by 
visions represent core organizational competencies that foster competitive advantage for organi- 
zations. However, while a significant body of conceptual and empirical research studies supports 
these as core competencies, high numbers of HR professionals are either not aware of this 
research or still dispute the utility of these skills. In this article, we discuss three gaps between 
leadership research and practice. The first refers to the value of organizational visions. The sec- 
ond reflects beliefs about the importance of change management skills for HR managers. The 
final gap concerns the utility of training and development programs that target visioning and 
change management skills. We discuss some reasons for these gaps between leadership research 
and HR practices. We also describe some components of visioning, adaptability and managing 
change, and provide some, supportive conceptual and empirical research. We suggest the use of 
developmental work assignments as a leader development strategy that we believe is most appro- 
priate for growing these core competencies. 
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The Importance of Pay in Employee Motivation: 
Discrepancies between What People Say and What They Do / 
Sara L. Rynes, Barry Gerhart, and Kathleen A. Minette 381 


A majority of human resources professionals appear to believe that employees are likely to over- 
report the importance of pay in employee surveys. However, research suggests the opposite is 
actually true. We review evidence showing the discrepancies between what people say and do 
with respect to pay. We then discuss why pay is likely to be such an important general motivator, 
as well as a variety of reasons why managers might underestimate its importance. We note that 
pay is not equally important in all situations or to all individuals, and identify circumstances under 
which pay is likely to be more (or less) important to employees. We close with recommendations 
for implementing research findings with respect to pay and suggestions for evaluating pay sys- 
tems. 


Employee Attitudes and Job Satisfaction / Lise M. Saari 
and Timothy A. Judge 395 


This article identifies three major gaps between HR practice and the scientific research in the area 
of employee attitudes in general and the most focal employee attitude in particular—job satisfac- 
tion: (1) the causes of employee attitudes, (2) the results of positive or negative job satisfaction, 
and (3) how to measure and influence employee attitudes. Suggestions for practitioners are pro- 
vided on how to close the gaps in knowledge and for evaluating implemented practices. Future 
research will likely focus on greater understanding of personal characteristics, such as emotion, 
in defining job satisfaction and how employee attitudes influence organizational performance. 


Leveraging Diversity To Improve Business Performance: 
Research Findings and Recommendations for Organizations / 
Michele E. A. Jayne and Robert L. Dipboye 409 


Research findings from industrial and organizational psychology and other disciplines cast doubt 
on the simple assertion that a diverse workforce inevitably improves business performance. 
Instead, research and theory suggest several conditions necessary to manage diversity initiatives 
successfully and reap organizational benefits. This article reviews empirical research and theory 
on the relationship between workforce diversity and organizational performance and outlines 
practical steps HR practitioners can take to manage diversity initiatives successfully and enhance 
the positive outcomes. 
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Managing a Downsizing Process / Wayne F. Cascio and 
Peg Wynn 425 


This article identifies five gaps between research and practice in the area of employment downsiz- 
ing. Each area includes psychological research findings that should promote better management 
practices. Two organizations that successfully bridged the gap between research and practice are 
presented as examples of how to manage strategic and interpersonal processes effectively when 
there is pressure to downsize employees. One organization did downsize 8,000 employees as a 
last resort, while the other took creative steps to avoid any employment downsizing. The article 
concludes with suggestions for enhancing the effectiveness of downsizing efforts even further, 
and for evaluating the actions taken. 


Volume Contents and Author Index 


| 
‘ ‘ 
| | 
[> 
{ 
{ 
— 


